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SUBJECT

Proposed Motion 2018-0121 would accept a report describing the community center for alternative programs retool implementation plan in compliance with Ordinance 18409, Section 55, as amended by Ordinance 18602, Section 29, Proviso P7. 
SUMMARY

This motion would accept the Department of Adult and Juvenile Detention’s proviso report on the Community Corrections Division’s implementation plan for its “retool” project for the Center for Community Alternatives Program (CCAP).  The recommendations of the retool project were based on an 18 month review of CCAP programs with the goal of identifying the most appropriate program participants, realigning and improving programs, establishing program outcomes, and ensuring that programs are evidence-based and culturally appropriate.  This proviso report describes the division’s plans for implementing the recommendations of the retool project as required by the proviso. 
BACKGROUND

The King County Department of Adult and Juvenile Detention operates one of the largest detention systems in the Pacific Northwest.  The department is responsible for the operation of two adult detention facilities--the King County Correctional Facility in Seattle and the Maleng Regional Justice Center (MRJC) in Kent—with over 35,000 bookings a year and an average daily population of 1,948 pre- and post-adjudicated felons and misdemeanants every day.
  
In 2000 (juveniles) and in 2002 (adults),
 the Council adopted as county policy that its secure detention facilities would only be used for public safety purposes. As a result, the county has developed alternatives to secure detention, provides treatment resources to offenders, and provides other community services to offenders to reduce recidivism.  Alternatives to secure detention and treatment programs for adults are administered through the department’s Community Corrections Division (CCD), which manages approximately 6,000 offenders annually.  The division also provides services to the court to support judicial placement decisions for both pre-trial and sentenced inmates.  
With the approval of the Adult Justice Operational Master Plan, the County established policies for the use of secure detention capacity.  It also established as a county policy the requirement for the use of integrated and coordinated treatment of those offenders whose criminal activity is related to substance abuse or mental illness.  The County acknowledged that this policy would help the county avoid future system costs, reduce jail utilization for these groups, and reduce future criminality thus improving public safety.  These policies emphasize system and process efficiencies that reduce the utilization of jail and reduce overall criminal justice expenditures, while also encouraging the use of alternatives to secure detention.  By adopting these policies the County has sought to make the best use of its limited detention resources and preserve public safety.  Specifically, the council adopted as policy in Ordinance 14430:

SECTION 5.  The council also encourages the development and use of alternatives to the use of secure detention for adult offenders in order to make best use of limited detention resources and preserve public safety.  These intermediate sanctions should be used in a graduated and measured manner, appropriate to the offense and cognizant of the cost effectiveness—measured through lower costs, or reducing the costs of future offending.

Therefore, it has been the County’s adopted policy for adult criminal justice since 2002 to make maximum use of alternatives to secure detention.  In addition, County policy includes the Council’s stated intent that treatment—when it reduces offender recidivism—should be used to the fullest extent possible.  

Creation of Alternatives.  To implement the Adult Justice Operational Master Plan (AJOMP) policies, the County created a Community Corrections Division within the Department of Adult and Juvenile Detention.
 After the creation of the new division, staff worked successfully with the Superior and District Courts (along with the prosecutor and public defender and the Department of Community and Human Services) to develop the means by which the courts would use alternatives to secure detention.  To ensure public safety and avoid liability issues—the decision to place an individual in a community corrections program is always done through a judicial decision.  

The division was initially established with a day reporting program, Work/Education Release facility, and electronic home detention program, but has added several new initiatives since its creation.  The division currently operates programs such as Work/Education Release, Electronic Home Detention, Community Work Program, Intake Services, and the Community Center for Alternative Programs (CCAP), formerly the Day Reporting Center.

The CCAP program holds offenders accountable by requiring them to report daily to the CCAP facility in Seattle (Yesler Building) for structured programming throughout the day. The goal of CCAP is to assist offenders in changing those behaviors that have contributed to their being charged with a crime. The CCAP basic program requires that participants contact CCAP daily, usually while awaiting adjudication of their case.  The enhanced CCAP program requires daily attendance at the Yesler Building.  Those persons participating in CCAP receive an individual needs assessment and are scheduled for a variety of programs.   Program participants receive on-site services as well as referrals to community-based services. Random drug tests can also be conducted to monitor for drug use and consumption of alcohol. As of March 15, 2018, there were 97 individuals enrolled in CCAP basic and 182 in the CCAP enhanced program.

CCAP Retool Project.  Over a period of 18 months a work group consisting of staff from the Executive’s Office of Performance Strategy and Budget (PSB) and Continuous Improvement Team (CIT) joined staff from the CCD to develop methods to improve the operations of CCAP. According to the department, this group met for several months and on January 12, 2017 finalized a plan to change CCAP’s service delivery model, known as the “CCAP Retool Plan.” This included making immediate and incremental changes at CCAP, including staff training in evidence-based correctional interventions, preparing, and implementing new procedures, and making data system adjustments. 
As part of its deliberations concerning the first 2017-18 budget supplemental, the Council adopted a proviso requiring that the department report on its efforts to implement the recommendations of the Retool project.
 The proviso specifically asked the Executive to:

Of this appropriation, $250,000 shall not be expended or encumbered until the executive transmits a report and an implementation plan for the January 12, 2017 Community Center for Alternative Programs Retool Project ("the Retool Project") and a motion that should accept the report and should reference the subject matter, the proviso's ordinance, ordinance section and proviso number in both the title and body of the motion and a motion accepting the report is passed by the council.


The report and implementation plan shall include, but not be limited to:


A.  A description of how the community corrections division will assure implementation of a comprehensive, fidelity-adherent and evidence based community center for alternative programs structure and operations.


B.  An analysis and documentation of existing and any needed changes in program structure and operational methods to implement the community center for alternative programs Retool Project.  The analysis should show how existing programs or, any identified new programs, are evidence-based and shown to support community center for alternative programs participants in stabilizing their lives while decreasing their involvement with the criminal justice system


C.  Documentation of:  policies and procedures that define staff duties; day-to-day operations of the community center for alternative programs; the implementation and management of the community center for alternative programs core business functions; and a description and analysis of the methodology, practices and schedules for conducting overall program and data fidelity and quality assurance reviews.


The executive should file the report and a motion required by this proviso by February 1, 2018, in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the budget and fiscal management committee, or its successor.

The Executive transmitted the required motion and the report entitled ““DAJD Report - CCAP Retool Implementation Plan in Compliance with Ordinance 18409, Section 55, as amended by Ordinance 18602, Section 29, Proviso P7” on January 26, 2018.  
ANALYSIS:

This motion would accept the Department of Adult and Juvenile Detention’s proviso report on the Community Corrections Division implementation plan for its “retool” project for CCAP.  The recommendations of the retool project were based on a review of CCAP programs with the goal of identifying the most appropriate program participants, realigning and improving programs, establishing program outcomes, and ensure that programs are evidence-based and culturally appropriate.  This proviso report describes the division’s plans for implementing the recommendations of the retool project as required by the proviso. 

As noted above, over a period of 18 months, a work group consisting of staff from the Executive’s offices of Performance Strategy and Budget and Continuous Improvement Team joined staff from the CCD to develop methods to improve the operations of CCAP. According to the department, this group met for several months and on January 12, 2017 finalized a plan to change CCAP’s service delivery model, known as the “CCAP Re-tool Plan.”  The Executive reports that the projected outcome of the retool “is to create mechanisms to assess all participants for program appropriateness, create programming that is evidenced-based, promising practices, and-culturally relevant, while adhering to the principals found in one of the most rigorously studied correctional-oriented behavioral intervention, known as modified Therapeutic Communities.”
The report, in addressing the proviso requirements consists of four sections describing how the division will ensure implementation “of a comprehensive, fidelity-adherent and evidence-based programming.”  The following describes these sections.
Redefining CCAP mission and values.  In this section, the division has defined its vision as “to provide court ordered alternatives to secure detention that allow an individual to become court compliant, self-reliant and a thriving member of the community.”  And it has redefined its mission as “to create an environment in which individuals receive the appropriate level of care to address criminogenic and psychosocial needs.”  To meet its mission, the division reports that it will change how participants are placed in programs (based on need and potential to succeed), how program services are delivered (integrated with wrap-around services), and concentrate on addressing the “criminogenic” needs of participants.  The report also notes that the division is realigning its intake and referral process to use the Risk-Need-Responsivity Assessment tool (which is currently being implemented) to “serve as the foundation in determining the services that will be best suited for the individual.”
Creating standards of accountability.  While the division generally holds participants accountable for court compliance (including CCD programs), the retooled model seeks to “focus on the whole human” and not just the immediate criminal case.  For example, under the new model, the division plans to expand services to include employment-preparedness and improved substance use disorder treatment.  As a consequence, the division is implementing new systems for staff, collection and use of division data, and program performance.  The implementation plan notes that the division is concentrating on ensuring that staff receive the appropriate levels and types of training to ensure that the services that participants receive will contribute to not only successful completion of CCAP but also lead to reductions in future recidivism.   The division is also working to improve its data systems to ensure that it has better and more functional data for measuring participant progress and outcomes.
  Finally, the division reports that it will work to improve “program fidelity” from all of its service providers by developing a biennial review and assessment that measures the quality of the services.  
Creation of a new service delivery model.  The report notes that the division is attempting to move its programs and staff to provide services in the manner of a modified therapeutic community.  The CCD reports that it has worked with staff training to make this transition.  To this end, it is also working to develop new services to provide participants.  These services include expanded employment-preparedness and job search services (the CCAP now is in partnership with Work Source and it is a Work Source Connection site), improved substance use disorder treatment, new program structure, integrated case planning, and the development of therapeutic community standards for CCAP. 
Description of CCAP resource needs.  In the report, the division notes that “currently, all CCAP program-related financial resources are provided via Department of Community and Human Services’ budgeted contracts or a host of volunteer service providers. Eight of the eleven current service providers in CCD operate on a volunteer basis. These volunteer services account for more than sixteen of the twenty seven hours in which services are provider in CCAP.”  The division reports that it is planning on reviewing how these services are provided and evaluate whether the services fit with the new service delivery model that emphasizes the development of a therapeutic community.  The report notes that “during the upcoming budgeting process, CCD administration will work to define the exact financial resources needed to continue moving forward with the therapeutic community model.”
This report meets the requirements of the proviso in that the department has shown its efforts to implement the recommendations of the CCAP Retool project and has addressed the required elements of the proviso.  
INVITEES:

· William Hayes, Director, Department of Adult and Juvenile Detention
· Saudia Abdullah, Director, Community Corrections Division, Department of Adult and Juvenile Detention
· Steve Larsen, Chief of Administration, Department of Adult and Juvenile Detention
ATTACHMENTS:

1. Proposed Motion 2018-0121, with attachments.
2. Executive Transmittal Letter
� King County Department of Adult and Juvenile Detention, Detention and Alternatives Report, February 2018.


� Juvenile Justice Operational Master Plan Ordinance 13916, adopted August 7, 2000 and the Adult Justice Operational Master Plan Ordinance 14430, adopted July 22, 2002.


� Ordinance 14561, adopted December 16, 2002.


� Community Corrections Division, Information for Sentencing Report, March 15, 2018.


� Ordinance 18544, Section 27, Proviso P7, adopted July 6, 2017.


� CCD will be reporting out on these measures in another proviso report due to council in September 2018.  The report will show program measures including: the number of initial “no show warrants;” number of failure to comply infractions; number of referrals; number and percentage of participants meeting their behavioral change objectives; number and percentage of participants attendance-related warrants; number and percentage of participants positive urinalysis results; number and percentage of participants seen within 60 minutes; number and percentage of participants attending programming; number and percentage of participants who report daily; and, umber and percentage of participants with a completed integrated service plans.
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